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VIEMORANDUM TO: Chlef, Administrative Stafil; ORR

FROM : Chief, Economic Research
HUBJECT ¢ Annual Management Improvement Resort

Haference t Your memo, same subject, dated § July 1954

Psy your request of 8 July, the following cmtribuition i su:
jeet report is submitted for the Teomomic Hesear:h Areat

SECTION I: [Major Mansgement Froblems:

I% is peolt that the following major muispement prosiems
exigst which are beyond our authority to solwvs:

L. lxploitation of Special Intslligsnee == Allesour:
eccriowic intelliisence production ORR requires maxdmum

25X1A1c

2, U.S. Cownterpart Cost Data for Militery Items -- OiR
hae experienced serious difficulty in cbtaining U.S. cost data on
military ltems in connection with its efforts to estimate Soviet
escnonic capabilitlice to support military production. - Becauss of
Hhe numeavailobility of Soviet cost danta, estimates by ORR mued
be nade by - °; the use of suc)
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cost factors, ORR could develop estimates of the economie costs

to the Soviets of specific military build-ups and specisl
weaprons programs which would bs meani

3o Overlapping Interests in Feconomic Intelligence
Production -~ There is a continuing nesd for liaison snd coop-
eration between ORR and the economic rescarch components of the
cther IAC agencies to reduce to the minimum the problems that
arise from research conducted by two or rmore agencies in aress
of overlapping interest, ORR's mission of producing genersl
economic intelligence on the Soviet Bloe, largely from the sg-
gregative point of view, requires that it undsrtake research
in specific sectors of the economy where the responsible
agencies for those secters do not provide the results required
for ORR to fulfill its mission. Accoptance of the generel in-
tent of the proposed DCID 15/1 may assist in these problems,

although maintanance of ccoperative working relations and mutually

agreed allocations of research effort among economlie components
within the agencies are expected to provide the most effective
solution.
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: 6. The lack of control of consumer due dates (ONE)
causes difficulty in scheduling our own research without the
"bunching" of production and likewiss reconciling due dates
with availability of information.

To The present lack of a CIA-Armed Services Joint Brief-

ing and Treining Program has resulted in the loss

8. The processing time and lack of status reports on
new-hires is detrimental +o manpower utilization.

SECTION IT: The following major areas of potential improvement have
been selected for emphasis in FY 55:

l. 4An improved and simplified time reporting system
that will prove more useful in future planmning, ‘

2. An improved project record eontrol gystom that will
eliminate much duplication by providing move accurate and addi-
tional information on the utilization of resources by subject,
area, and consumers,

3. Improvement of the report processing system to mini-
mize the time lag between completion by the analyst and forwarde
ing to reproduction.

L. Policy decisions designed to further delineate the
division of specific substantive responsibilities between organi-
zaticnal componenta.
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5. A review of the organizational structurs with a view
to optimum implementation of the all-source research concepte

6. The development and institution of further research
tools and standardization of internal administrative procedures.

{o Further refinement of the organization to provide
a more efficlent ratio of clerical to professional personnel.

8. A review of the intelligence requirements system to
facilitate more effective fulfillment of requirements. :

9» The relief of branch chiefs of some administrative
details te enable them to work closer with analysts and thereby
develop and utilize their substantive competence,

10. Continued emphasis on the orientation of research to-
ward consumer needs.

11, More long range planning in the direction of rescarch
efforte through antieipation of future critical areas of study.

12. The mechanization of mass data handling through the
installation of a rapid selector machine in the Tectmiques snd
Methods Division.

13, The installation of a new physical filing system
through the use of new equipment which will facilitate data
handling and provide for a better utilization of floor space
in the Techniques and Methods Division.

1k, Surveys to reduce the number of copics of repoxrts
recalved and issued,

152 The optimum systematizing of analyst files within
and bstween organizational components.

16. - Closer coordination of internal research with exe
tomally contracted research.

17, Test application of mechanical reproduction (Flexi-
writer) of reports for better utilization of elerical manpower.

- 18. Test application of automatle=-calculating machines
in tabular computations {production indexes) to betiter utilize
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professional manpower.
19. Publicaticn of a Policy Manual for the Economic Avea.
20. Publication of a Research Manual for the Economic Area.

SECTION TII: Management Improvement Actions Taken in FY Sl

1. A major reorgunization of the line divisions was made
which resulted in the organizationaland physical integration of
Strategic Division with the other divisions. The cbject of this
integration was to provide for allesource exploitation in all
our research and to provide broader and better support to 0CI.

2o Administrative and organizational reorientation
with NS5A resulting in greater integration of activities.

3o A survey was made on the clarification of trade ine
tellicence responsibilities between the Economic Research Area
and Economic Defense Division which resulted in delineation of
responslibilities between components and the attendsnt reassipne -
ment of personnel togsther with systematic internal collection
and dissemination procedures using improved techniques.

e A concentrated effort was made in the management
control of production schedules. 4s a result 907 of 173 projects
in the sevenw-month FY 5l research program were completed as com-
pared with completion of only 17% of the 533 projects scheduled
in the previcus 15-month 1953 research program.

5s Through reorganization a staff function was established
for the substantive review of intelligence reports. This was
done as a counter balance to the emphasis placed on maintaining
the production schedule. As a result, not only was the requiring
« Production schedule reasonably maintained but the quality of the
produet showed some improvement.

6, Through the establishment of a separate staff function
& concerted effort was made in the plamning process for future
research programs. The results were manifested in two ways:

(a) Only 22% of the available rescarch hours had to
‘be reserved for unscheduled work in FY 55 as compared to 477
in the FY 54 research program.
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(b) 67% of the research effort was dictated by antici-
pated consumer requests for the FY 55 research program as com-
pared with L1% in the FY Sl program and 38% in the 1953 program.

1o A standard procedure was devised for the maintenance
of Intellirence estimates in a central file for the purposes of
uwniformity, utility, and control.

8. A research aid was devised and issued, designed to
assist analysts in the preparation of intelligence reports.

9o The establishment of small staffs at the division
level to better handle project coordination snd other adminige-
trative matters providine for better utilization of substantively
competent manpower.

10. The training of selected personnel in management
courses for better administration of the Area's activities.

11, The training of analysts in additional sources of
intelligence which will result in a better product.

12, Internal divisional scheduling in greater detail to
provide for better control and more efficient utilization of
« MANPOWST

13. Greater utilization of inter-agency organizations
(EIC) to facilitate coordination and exploitation.

1k, Organizational adjustments to better conform with

Soviet ministries and economic activities and thersby facilitate
division of responsibilities. -

25X1B4d

16, Consultants were made available and used not only on
specific subjects but in formulating the FY 55 ressarch program.

17. The assignment to a staff compenent the specific
function of consumer contact for better orientation of our ree
seavch effort.

18. The establishment of procedurss and control machanics
whereby the expenditure of man-hours is controlled at the areas
level thereby resulting in better utilization of manpower and
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the recording of man-hours expenditure.

19. The eatablishment of a separate staff function for
gource exploitation whereby the greatest utilization and de-
velopment of intelligence sources is implemented.

20« The functional assignment of editorial staff members
to the line divisions to facilitate uniformity of report writing
at the producing lewvel.

21, Detailed scheduling of specific support to OCI to
inzure continuing and adequate support on current economic ine-
tellipence.

, 22. A dally log was established in one division to facili-
| tate internal communication bstween top management end analyst.
‘level,

{ 23. A policy and functional-organization manual was de-
{ veloped in one division to facilitate management control and
\coord.i_nation within the divieion. ,

2. Regular meetings with NSA were .established in one
. division to insure complementary direction of effort on the
" working level between the two agencies.
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26, The integration of NIS production with basic economic
regearch to result in a better product cheaper.

27. The establishment of an additional EIC Subcommittee
to facilitate inter-agency production and ccordination of
economic intelligence on metals and minersls.

26. The reorganization of workingelevel components to
mnore efficiently perform assigned and changing respongibilities.

29, Pubhcation of a Procedures Manual for the Economic
Hegearsh Ares.
25X1A9%a

OCh/E/JTL/CLFs dme .
Dﬁ.s%ributiena copy %o all division and staff chiefs
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